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SUBJECT: BReguirement for Service School Yraining of Operations and
Intelligence NCO's

1. PROBLEM, To determine whether there is a requirement for formal
service school traiming of Operations end Intelligence NCO's
(MOS 11P40 and 11F50}.

2. ASSUMPTIONS.

a. Only those individusls designated to fill a position calling
for MOS 11F40 and MOS 11F50 in the operations or intelligence
section of & taetical unit will be considered Operations
and Intelligence NC(G's,

b, There are insufficient vacancies existing for Operations or
Intelligence NCG's at divieion, corps, or field army level
to effect materially the determination of a requirement
for formal service school training.

3. TFACTS BEARING ON THE FROBLEM.
8. There is an army-wide shortage of personnel with MOS 11F. (2:2)

b. The conflict in the Hepublic of Vietnam has greatly increased
the requirement for Operations and Intelligence NCO's to
be well-gualified from the beginning of a tour of duty.
(anmex C)

¢. Three possible methods of {raining personnel for duties as
Operationa and Intelligence NCO's are on the job training
(OJT), the use of correspondence courses, and attendence
at a service school. (“mex D and E) (4:1-2)

4. DISCUSSION.

a. There is unsnimous agreement by officers and NCO's questioned
that & gqualified Operations and Intelligence NCO is needed
to fill each positicn for which euthorized in brigade and
battalion staffs. Since there is an asrmy-wide shortage of
personnel in MOS 11F20, 11F40, and 11F50, many of these
positions are not filled by qualified personnel. ‘lhe short-
age of Operatione and Intelligence NCO's on brigade and
battalion staffs in the Republic of Vietnam is estimmsted to
exceed fifty personnel. The authorized position most often
lacking a qualified NCO is that of Assistant Operations
Sergeant, -7, at battalion level. (Anmex A)

b. The lack of a qualified person to fill a position authorized
an Operations and Intelligence NCO was keenly felt in Vietnam
where it decreased the efficiency of the urit involved until
the individual becsme proficient or was replaced by a qualified
NCO. (annez C)

¢. The replies during personal interviews and to questionaires



5.

6.

sent to students and faculty of the Infantry School with
related experience in Vietnam indicate the following:

(1.) It takes approximately three months te train an Opers—
tions and Intelligence NCO by OJT. (Annex D)

(2.) It is highly desirable for Operations end Intelligence
NCO's to have couwbat experience prier to assumption
of duties at battalion or brigede level in Vietnaw,
The experience thus gained is thought to improve
markedly the judgment or “ocommon sense" of the NCO's.

d. Information obtained and opinions received indicate that the
required number and gquality of treined personnel could not
feasibly be acquired by means of nonresident instruetion,
(Annex E)

e, USCONARC hes directed the egtablishment of the Infantry Opera-
tions and Intelligence Specizlist Base Course at Fort
Benning, thus indicating recognition of & requirement for
service school training. (6:2)

(1.) Bight hundred E-4's are projected to undergo this train-
ing during F¥ 69. (12:1)

(2.) This training has been designed to serve as an NCO
candidate course. (4:1-2)

(3.) It appears that the course will produce school trained,
but inexperienced junior E-5's to fill vacanecies in
an E-T position in Vietnam.

f. Xinety-five percent of the military personmnel surveyed stated
their epinion that there is 2 need for service school
training of Operstions and Intelligence HCO's.

CONCLUSIONS.

&. There is no acceptable method of filling all positions for
Operations and Intelligence NCO's in Vietnam with well-
qualified personnel except through formal service acheel

training.

b. At this time there is a requirement for formal service school
training of Operations and Intelligence NCO's.

ACTION RECOMMHENDED., Design a ceurse of instruction so as to give
preference in selection of students to NCO's in grades E-5,
E=-6, and E=-7 who will be eligible for a second tour of duty
in Vietnam upon completion of this course.

wﬁm A su‘oi
Captain, Infantry
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ANNEX A.

(Estimate of the Shortage of Qualified Operations and
Intelligence NCO's in Vietnam)

A significant shortage of well-gualified Operations and Intelli-

1.

2.

3.

4‘.

6.

7-

gence NCO's exists in Vietnam as explained below:

There are nineteen and two-thirds divisions in the US Army.
Four are Armor Divisions., Of the remaining fifteen and two~
thirds divisions, the equivalent of eight divisions are in
Vietnam. Thus over one-half of the Infantry Brigades and
Battalions are in Vietnsm. Using the usual figure of three
battalions per brigade and three brigades per division would
indicate there are seventy-two battalions and twenty-four
brigedes in Vietnam. A more precise manner of determining
the number of brigades and the number of Infantry, Mechanized
Infantry, Airborne, and Airmobile Battalions in Vietmam
would require reference to & classified source and the classi-
fication of the nuubers used. (7:83) (9:20-21)

Currently there is approximately a twenty=four month interval
between twelve month tours in Vietnam for personnel with
MOS 11740 in grade E-8 and eighteen months for personnel
in grade E-7,

If there were no srmy-wide shortage in MOS 11¥, the current
assignuent practice would place sbout thirty-five percent
of the qualified personnel in an area containing over one-
half of the positions, The result would be a shortage on
the order of fifteen percent, without considering those
personnel who become qualified as Operations and Intelligence
NCO's while in Vietnam.

From DA Circular 611-4 dated 15 June 1968 we know there is s
shortage world-wide in MOS 11P40 and 11F50. An assumed
ghortage of ten percent world-wide would increase the short-
age in Vietnam to approximately nineteen percent. (2:2)

An Infantry Battalion has three positions for an Operations and
Intelligence NCO. A brigade has five positions for an
Operations and Intelligence NCO. Seventy-two battalions and
tweniy—four brigades would have a totel of 336 positions.

A shortsge on the order of nineteen percent becomes & short-
age within Vietnam of approximately sixty-four qualified
personnel. (5:230) (11:9)

Seventy-five percent of those persons who responded to a
questionaire indicated that their battaslions in Vietnam
experienced a shortage of an Qperations snd Intelligence
Sergeant. The shortage noted in brigade staff sections was
negligible., A battalion short one NCO would £ill the
positions of Qperations Sergeant and Intelligence Sergeant
first, so the suthorized position most often lacking &
qualified NCO was that of Assistant Operstions Sergeant, BT,

Using the figure of meventy-five percent from paragraph 6
above, we find that seventy-five percent times seventy-two
battalions indicates & shortage within Vietnam of approximately
fifty-four qualified persomnel.
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8, Whether the figure sixty-four or fifty-four is accepted as
more accurate, there is no doubt that s significant shortage
of qualified Operations and Intelligence NCO's does exist
in Vietnam.
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ANHEX B.

(Other Positions for MOS 11F)

1. Other positions with an MOS of 11F are listed below:

&,

b.

C.

f.

14

h.

i-

1.

DUTY POSITICN MOS CODE GRADE
QOperations Assistant 11F20 E-4
Pergonnel Carrier Driver 11F20 E=4
Scout Platoon
Platoon Sergeant 11740 E~7
Scout Platoon
Radar Operator 11¥20 -4
Senior Radar Operator 11r20 B-5
Tean Leader 11740 )
Ground Survl Section
Section Sergeant 11740 -6
Ground Survl Section
Squad leader 11PF40 E-6
Seout Dog Flatecn
Patrol Leader 11P40 E-6
Inf Long Renge Pairol Co
Platoon Sergesnt 11F40 E=7

Long Renge Patrol Co or
Scout Dog Platoon

Team Sergeant 11740 B-7
Replagement Team of
Admin Service Co

Hestiom5TeeBbion 0z 1T B8 foo
Admin Service Ce )

2. With the exception of the Operations sasistant, E-4, other

positions which carry the MDS 11F have duties which do not
bear much resemblance to those of the Operations and Intel-
ligence NCO's. Consequently, there is little justification
for developing a common course of imstruction. For this
reason any requirement for iraining persemnel in these
positions lends no weight to a decision concerning servioce
school training of Operations and Intelligence NCO's.
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ANNEX ¢ (Disadvantages of Being Short a Qualified Operations and

1.

2.

Intelligence NCO)

The replies during personsl interviews and to questionaires
sent to students and faculty of the Infantry School with
related experience in Vietnam confirm that the efficieney
of the unit suffers if any of the suthorized Yperations
and Intelligence NCO's are not well-qualified upon the
assumption of their duties in Vietnam.

The following were cited as reasons for this observation:

a.

b.

c.

f.

=

h.

Errors were caused by decisions based on lack of know-
ledge and experience.

Administrative mistakes were made requiring additional
time and effort to be expended in their correction.

Reports were not always ticely.

It did not allow the unit flexibility to establish a
forward TOC.

Many extra hours were required to train an individual,
thereby reducing the effectiveness of the officer
or NCO who was doing the iraining.

Tiwe available for planming operations was reduced in
Vietnam, where so much depended on quick action based
on timely intelligence. Consequently, the shortage of
enough qualified NCO's to do the required work lead to
certein omissions, such ag the provigion of an overlay
to subordinate units.

Other people had to work longer hours to moke up for the
lack of ome qualified NCO. Also, officers performed
functions which could properly be handled by a competent
NCO. For example, an officer rather than an NCO pre-
pared the SITREP in some units.

In Vietnam, where a large portion of cowbat intelligence
was collected at unit level, the lack of & qualified
assistant Operations and Intelligence NCO dmpaired the
fagt anelysis and processing of intelligence.

The lack of a qualified Assistant Operations Sergeant
interferred with the smooth functioning of the TOC on
a twenty-four hour a day basis. and allowed for no depth
in case of the sudden loss of either the Operations
Sergeant or the Intelligence Sergeant.

The staff section had difficulty keeping track of the im-
telligence generated in other areas of operation. This
requirement was important becamuse battalions rotated
among numerous areas of operatiom.

%, In the preceding paragraph I have explained the effects noted

in units experiencing & shortage of trained Operations and
Intelligence NCO's. As an additional reason why these NCO's
needed to be well-qualified from the beginning of their tour
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of duty in Vietnam, it should be pointed out that there was
rarely an overlap of personnel in a position of sufficient
length to allow an inexperienced incoming NCO to become
qualified in the duties of an 11740 prior to the departure
of the NCO being replaced.
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ANNEX D (0JT)

1.

3.

The following informstion was derived from responses to a

questionaire sent to students of I0AC 3-69 and to members
of the gtaff and faculty of the Infantry Scnool with exper-
ience in brigade or battalion level 52 and S5 sections.
Additional information was gained by personzl interview with
selected officers and with Qperations and Intelligence NCO's.
The officerse replying to the questionsire and to interviews
averaged ninety-five months of service and one tour of duty
in Vietnam.

The advantages of OJT given were:

=

b.

C.

d.

€.

It was a succesaful method of developing the practical know-
ledge and skills needed to perform the duties involved.
The superior performance of NCO's trained extensively, but
only in this manner was noted by many officers.

It did not substantially interfere with performance of the
staff gectiong in cases where there was sufficient overlap
for break in of new perscnmel and where the sections did
not hebitually operate on a twenty-four hour basis.

In a peacetime enviromment, it was considered to be an
inexpensive means of training.

The 32 or 83 was able to select a man for trazining by OJT
whose performance and abilitiee had been observed in other
capacities within the unit.

A certain amount of OJT was required upon arrival in a new
unit staff section regardless of the type and amount of
previous traiming. Zven a well-trained and experienced
NCQ was not fully effective until he had learned the local
SOP's amd what to expect from the various people with whom
he had to deal.

The disadvantaeges of QJT given were:

G.

b.

Ce

It required time to train personnel by OJT, during which
time they were generally filling a vacancy. The estimates
of the time required for this training varied from ovne to
a8ix months. Three months was the average estimate for
ability to perform all the duties of that particular posi-
tion in which trained, and five months was the average
estimate to gain s broader knowledge required for success
in other positions within an S2 or 83 section. In general,
the estimates given by NCO's were longer than those given
by officers,

. In a few cases time was waated attempting to give OJT to

individuals who were subsequently found to be unsuited
for the position.

It did not provide training in all aspects of the duties
which might be encountered in future assignments. For
example, some battalions did not produce a single written
operation order within a one year period. It was also
noted that an HNCO trained as an Assistant Operations

D-1



Sergeant by OJT required additional training to perform
fully the duties of an Intelligence NCO.

d. In a combat situstion, the cost of training an individual by

OJT was considered to be high in terms of reduced staff
section and unit effectiveness as explained in Annex C.
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ANNEX E (Correspondence Courses)

1.

2.

B

4.

5.

Correspondence courses noted which are designed to improve know-
ledge and effectiveness of Operations and Intelligence REQ's
are;

a. Subcourses Applicable to MOS 11F, Department of Honresident
Instruction, USAIS, Fort Bemning, Ga. (3:49)

b, Infantry Senior Noncommissioned Officer Course, Department
of Nonresident Instruction, USAIS, Fort Benning, Ga.
(3:18-19)

e. Special Extension Course - Sergeant Major and Operations
Sergeant, Nonresident Instruction Program, US Army
Command snd General Staff College, Fort Leavenworth,
Kansas. (8:13)

By checking the files in the Department of Nonresident Instruc-
tion, USAIS, it was discovered that very few active duty
personnel enroll in Subcourses Applicable to MOS 11F. More
than 90% of the persounel who take this instruction ere in
US Army Reserve or Nationsl Guard units. Furthermore, this
instruction is not deeigned to qualify personnel in the MGS,
but to supplement their knowledge gained by OJT.

Phe scope of the Infantry Senior rencommissioned Officer Course
is ™Po prepare the student for infantry battalion, brigade,
and higher level staff duty primarily in the opsrations field,
and for enrollment in the USACGSC sergesnt major and opera-
tions sergeant extension course.” (3:18) A tabulation of
the figures availeble indicate an enrollment averaging forty
per month during 1968. Course completion has amounted only
to twenty persomnnel from January 1968 through November 1968.
It was noted that this figure should expand because the course
wes just started in 1967. This course is available 1o en-
listed personnel in grades E6 =nd above.

Qorrespondence courses have the following advantages:
a. They are inexpensive.

b. Persomnnel work on them during mon-duty hours, so they do
not interfere with performance on the job.

¢. They are availsble regardless of the location of the indivi-
dusal.

The diaadvantages of correspondence courses pointed out to ue
by those who had taken them weret

a. They did not require the degree of attention and effort
expended by OJT or attendence at a service school.

b. They usually were not as comprehensive as a correaponding
service school.

c. There existed a tendency to scan material solely to find
the answer required by the course rather than to study
material for thorough underatanding.
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d. The voluntary nature of enrelling in a correspondence course
lead to relatively smaller numbers of persons taking a
particular course than might be desired to fulfill the
needs of the service.

e. By lack of interest or initiative many persons failed to
conplete a course in which they were enrolled.

f. In casea where enrollment in a course wes regquired, dishonest
students could copy enswers from others, thus fuiling to
achieve the desired degree of learning.

g. Students were not encouraged by the procedures inherent in
correspondence courses to ask questions concerning points
within the instruction about which they were not clear.

A check at the Depariment of Honresident Instruction,
USAIS, revealed that neerly every question ssked concerned
adminigtration of the courses rather than dealing with the
subject matter presented.

6. One NCO who had completed the Infantry Senior Honcommissioned
officer Course expressed the opinion that this course did not
achieve the cbjectives quoted in paragraph 3 above.

7. My conclusion with regard to correspondence courses is that they
may be used to supplement OJT or service school training, but
would not suffice by themselves to qualify an individusl as
an Operations and Intelligence NCO.
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